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Contingency Design Theory
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~ abreast of the latest technical developments and for keeping personnel- trained.
These personnel were then assigned to one or more projects, under the supervi-
sion of the project manager. This structure greatly enhanced communication
both within and between specialties.

Excelsior installed electronic mail and voice mail when it implemented an
order and inventory tracking system. These greatly increased the ability of Excel-
| sior’s employees to keep in touch with each other and increased the flow of
ideas. Along with this, Excelsior created a program to cultivate new ideas in
which employees who had brainstorms could set up project teams to develop
them, provided they could make a good case with the management team. From
this program came several new product lines. | |

Implementation of this new structure was not pamless The company had to
lay off workers, because the three product lines did not require as many employ-
ees as Excelsior had in its heyday. By the end of the reorganization, Excelsior
had only 1,300 employees; however, as production increased it hired back about
300 more. Many of the laid-off employees were replaced by technology. The
union still hung on, but union and management were much less adversarial than
in the past. Union and management worked together to reorganize the plant.
Middle managers and foremen were especially confused by the transition to
product units and the matrix-based structure. Not accustomed to dealing with
ambiguity, they initially resisted the increased number of meetings and negotia-
tion required. Over time the most disgruntled managers and foremen retired, and
the new structure, which emphasized horizontal and integrative links as well as
vertical communication took over. Many of the managers who initially resisted
this shift have found it to be a growth experience; they try to involve younger
employees in new product development and problem-solving to develop them
for the future.

‘Excelsior Steel is now back on track. Deliveries are on time better than 95
percent of the time. An average of twenty new products are introduced each
year and profits are up. Market share has recovered as well. Excelsior employees
gladly embrace their new motto, “Change or Die.”
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Applying What You've Learned |
1. How did Excelsior respond to changes in its environment and technol-
ogy? Which of the integrating methods did Excelsior use?
S | ' A{continued)




